as 50 percent of that cost was in white-collar areas, not on
the factory floor. Just imagine what (he Defense Contract
Audit Agency could do witli that!

No two companies are alike. Corporate cultures, market
conditions, and a host of other factors mandate that each
concern, and very often each division within it, develop
quality strategies consistent with its own needs and re-
sources. Nonetheless, the basic tenets outlined above are
applicable to a wide range of companies and programs. A
case in point is RCA's Missile and Surface Radar Divi-
sion, which achieved outstanding results using sound
quality-management techniques.

That division designed and produced the first AEGIS
cruiser, the Ticonderoga, which carries aboard her the
highly sophisticated AEGIS air defense system. AEGIS is
an incredibly complex weapons system (hat lias more than
six million parts. The Missile and Surface Radar Division
manages a five-year-old quality program, known as AE-
GIS Excellence, which involves more than half the divi-
sion's work force in 17 work centers. The customer's
program manager provided the impetus for AEGIS Excel-
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Icncc, and the Navy has worked closely with RCA in im-
plementing it. The program's sponsors believed that a total
commitment to quality was necessary in order to meet an
engineering challenge as formidable as AEGIS. And they
recognized that management leadership was the key to
making that commitment successful.

The AEGIS success story

The results have been impressive. Central to the success
of the AEGIS Excellence program is its measurement, re-
porting, and feedback system, especially the trouble and
failure report. The first Ticonderoga class AEGIS cruiser
logged more than 1,800 of these reports. By the eighth
one RCA had cut that number to fewer than 800, and we
are committed to doing even better (see figure),

On a phase shifter for the system's SPY 1A radar signal
processor, RCA cut the number of manhours per unit from
more than three to just over one. We also reduced defects
per manhour from nearly 0.5 to almost zero. As a result,
the cost of producing that unit decreased by about 25
percent.

The SPY IB processor initially had problems caused by
corrosion on copper stripline circuits for its combiner pan-
els. The yield rate was only 48 percent, and the cost of
nonconformance was about $395,000 for the 152 panels in
a ship set. Work center teams analyzed the- process and
identified the problem as flux residue from hand soldering
of a resistor; they recommended switching to laser solder-
ing with a paste flux. Following testing and implementa-
tion of the change, the yield rate shot up to 98 percent,
leading to savings of more than $500,000 per ship.

In 1979, the purchased material reject rate for the Mis-
sile and Surface Radar Division was more than 9 percent.
Under the auspices of AEGIS Excellence, we implemented
a very successfuhsupplier reject reduction program, Com-
pany officials contacted all suppliers, informing them of
the problem and the need for their help in solving it. In ad-
dition to conducting supplier awareness seminars in which
the Navy participated, we also established a quality hotline
and instituted an awards program for outstanding suppliers
and counseling sessions for poor ones. By 1984, the reject
rate had fallen to less than 4 percent, for savings of about
$1.5 million. Through these efforts, we not only reduced
costs, but more importantly, we delivered a product that
met requirements,

In 1983, the Ticonderoga spent 157 days at sea off the
coast of Lebanon. Not once did the AEGIS system fail,
and no contractor personnel were on board. Because RCA
and the Navy had made a commitment to quality, the
United States got a quality product. Moreover, each ship
came in at successively lower cost to the taxpayer. If com-
petition continues to receive more emphasis than quality,
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